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1 Foreword / Noel M. Tichy 


19 New Challenges for Japanese Multinationals: Is Organization Adaptation 
Their Achilles Heel? / Christopher A. Bartlett and Hideki Yoshihara 


Bartlett and Yoshihara argue that Japanese MNCs need a massive reor- 
ientation of their organizational structures and management processes in 
order to redefine the hasic role and responsibilities of their foreign opera- 
tions and to restructure the relationship with the parent company. A 
three-stage program of development of the national organization is recom- 
mended: (1) resources should be transferred. and (2) local knowledge. 
skills. and expertise must be developed so that (3) finally. responsibilities 
can be expanded. 


Self-renewal of the Japanese Firm and the Human Resource Strategy / 
Tkujiro Nonaka 


Nonaka advocates a new style of human resource management -— creative 
HRM-—to foster the self-renewal of Japanese firms whose production- 
oriented paradigms and traditional personnel systems are incongruent 
with today’s fiercely competitive global environment. Three pillars support 
creative human resource management: (1) create a strategic vision of the 
firm with active employee participation and commitment; (2) emphasize 
the importance of middle managers in the self-renewal process through a 
new “middle-up-down” management style, and (3) transform the career 
development, appraisal. reward. staffing. and “‘shukko” systems to support 
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a multidimensional personnel management program that recognizes the 
individual -—not the group— as a source of creativity and self-renewal of the 
firsn 


Expatriate Reduction and Strategic Control in American Multinational 
Corporations Stephen J. Kobrin 


Is the sharp decrease in American expatriate managers simply a positive 
indication of the globalization of U.S. multinational corporations? Or are 
local (or third country) nationals proliferating primarily because of cost 
reductions or to minimize conflict with environmental groups? Kobrin 
looks beyond these valid-- but surface —factors that contribute to expatri- 
ate phase-out and argues instead that deeper reasons dominate: Americans’ 
difficulty in adapting to overseas assignments and their dismaying, high 
failure rates. 


Strategic Alliances, Organizational Learning. and Competitive Advantage: 
The HRM Agenda / Viadimir Pucik 


Pucik argues that unless MNCs that are engaged in competitive collabora- 
tions can build the capability to accumulate invisible assets through a 
carefully planned and executed process of organizational learning. they 
will jeopardize both their competitive advantage and control over the 
strategic direction of their cooperative venture. This article defines 20 key 
obstacles to organizational learning in international strategic alliances and 
discusses the new human resource management priorities and agenda. 
Transforming the HR system to support the organizational learning proc- 
ess is the critical strategic task for MNC human resource managers whose 
companies are to survive and flourish beyond the 1980s. 


Epilogue / Carole K. Barnett 


Human Resource Management in the Multinational Corporation Sympo- 
sium Participant List 


Book Reviews 


Managing Human Resource Development, by Leonard Nadler and Garland 
Wiggs / Reviewed by James L. Noel and Eugene S. Andrews 


The Transformation of American Industrial Relations, by Thomas A. 
Kochan, Harry C. Katz, and Robert B. McKersie / Reviewed by Howard 
F. Gospel 

Publications Received 
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Summer 1988 
119 Editor’s Note / Noel M. Tichy 


121 Employment Security at DEC: Sustaining Values amid Environmental 
Change / Thomas A. Kochan, John Paul MacDuffie, and Paul Osterman 


How can companies maintain a commitment to employment security in 
today’s mercurial market and technological environment? This article ex- 
amines what values and business strategies supported DEC’s commitment 
to employment security during its rapid growth stage and how it recently 
moved through a challenging restructuring program. The Digital Equip- 
ment Corporation experience presents a lesson in strategic change manage- 
ment for Human Resource professionals and raises some key questions for 
public policy makers. 


Downsizing: Practices in Manufacturing Firms / Joseph T. McCune, 
Richard W. Beatty, and Raymond V. Montagno 


Downsizing strategies have become a frequent solution to the problem of 
surplus employees, but how many companies actually consider alternatives 
to layoffs or allow more than a few months to orchestrate a major restruc- 
turing? The authors report on a study of midwestern manufacturing firms 
to capture organizational policies, perceptions, and attitudes regarding the 
downsizing phenomenon. Prescriptions to meet the challenge of stabilizing 
organizational workforces while containing human resource costs are dis- 
cussed. 


The Experience of Burnout and Work/Non-work Success in Male and Fe- 
male Engineers: A Matched-Pairs Comparison / Dalia Etzion 


Career consultants and Human Resource managers may have to revise their 
traditional outlook on technical careers. Etzion’s research results indicate 
that male engineers are better able to integrate work success with private 
life than are their female counterparts. But age seems to work in favor of 
the female engineer who tends to perceive herself as more successful and 
less burned out over time than do men. This article suggests that burnout 
may be a phenomenon related to the fit between personal attributes 
and the total work/non-work constellation in which the individual is en- 
trenched. 


Career Development and Participation at Work: Time for Mating? / 
Michael B. Arthur 


Arthur argues that the time is ripe for greater collaboration between career 
development and participation at work activities-how much do the two 
ventures support one another in their mission to improve the circum- 
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stances of people at work? He proposes a “mating” perspective to bring 
into focus both the urgency and the opportunity for mutual and collabo- 
rative action between individual, organization, and environment. 


The Transfer of Human Resource Management Technology in Sino-U.S. 
Cooperative Ventures: Problems and Solutions / Mary Ann Von Glinow 
and Mary B. Teagarden ' 


If Sino-U.S. cooperative ventures are to achieve world-class performance, 
Chinese HRM systems must undergo a transformation. While recasting the 
iron rice bowl is a tremendous endeavor, we cannot successfully execute 
Sino-U.S. “hard” technology transfers without simultaneously generating 
prescriptions for the incorporation of modern HRM techniques into co- 
operative ventures. This article explores the assumptions underlying U.S. 
and Chinese HRM systems and offers suggestions on how modern HRM 
practices may be more effectively introduced into Sino-U.S. cooperative 
ventures. 


National vs. Corporate Culture: Implications for Human Resource Manage- 
ment / Susan C. Schneider 


Can corporate culture provide the coordination and coherence sought by 
companies that are shifting from international divisions to global or world- 
wide systems? What are the differences between the national and corpo- 
rate cultures of MNCs whose subsidiaries are struggling with such basic 
human resource practices as career planning, appraisal and compensation 
systems, and selection and socialization? Schneider looks at culture vis-d- 
vis the potential clash between the corporate culture of the MNC organiza- 
tion and the national culture of the local subsidiary, as well as at culture’s 
impact as an integration and control strategy for managing human re- 


sources globally. 
Book Reviews 


Downsizing: Reshaping the Corporation for the Future, by Robert M. 
Tomasko / Reviewed by David A. Whetten 


Running American Business: Top CEO’s Rethink their Major Decisions, 
by Robert B. Lamb / Reviewed by Peter Lorange 


Passing the Baton: Managing the Process of CEO Succession, by Richard 
F. Vancil / Reviewed by /van Lansberg 
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Fall 1988 
269 Editor’sNote / Noel M. Tichy 


273 Managing High-potential Employees: Current Practices in Thirty-three U.S. 
Corporations / C. Brookiyn Derr, Candace Jones, Edmund L. Toomey 


How can companies provide strategic guidance to their future leaders when 
today’s increasingly dynamic environment renders the future unpredict- 
able? Based on their study of 33 diverse companies, the authors present a 
useful three-stage conceptual framework to help explain how high poten- 
tial (HIPO) employees in many firms are trained and developed to move 
up the corporate ladder to top leadership positions. The study raises key 
questions about managing plateaued individuals and internal entrepre- 
neurs, competing values vis-a-vis the balance between HIPOs’ personal and 
professional lives, and the link between a firm’s high potential manage- 
ment approach and its corporate culture. 


Chinese Women Managers: A Comparison with their U.S. and Asian Coun- 
terparts / Herbert W. Hildebrandt and Jinyun Liu 


Hildebrandt and Liu’s questionnaire and interview data show that while 
central government influence on career development is on the wane, it still 
remains a powerful component of Chinese women’s slow progression into 
the ranks of managerial power. But what is most important about these 
research findings is that women are moving into positions of managerial 
responsibility, are becoming better educated, and are striving, individually 
and within groups, to assume more significant roles. 


Plant Closings: Lessons from the Maine Experience / Andrew M. Baker 


Baker considers the economic and social impact of government-imposed 
restrictions on plant closings vis-a-vis the labor force, management, and 
both domestic and international enterprise systems. Maine’s experience 
with plant closing legislation suggests that the American business commun- 
ity’s fear of government mandates may be more one of symbol than 
substance. 


Key to the Future: The Strategic Impact of Union Presidential Elections 
| Bert Spector 


With the labor movement in a sustained period of debate over its future 
direction, Spector considers how union presidential elections might serve 
as part of the strategic formulation process. He offers a three-criteria 
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framework that suggests how the strategic impact of an election might be 
enhanced if: (1) the election occurs during a time when external pressures 
have created a felt need for change; (2) the candidates represent clearly 
delineated and understood alternative responses to those external pres- 
sures; and (3) the outcome of the election impacts on the strategic direc- 
tion the organization actually pursues in its aftermath. 


Book Reviews 


Innovating to Compete, by Richard E. Walton / Reviewed by Thomas 
A. Kochan 


Pack Your Own Parachute, by Paul Hirsch / Reviewed by Richard H. 
Bierly 


The Workplace Within: Psychodynamics of Organizational Life, by Larry 
Hirschhorn / Reviewed by J. M. Ryan 
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Editor’s Note / Noel M. Tichy 


Strategic Determinants of Managerial Labor Markets: A Career Systems 
View / Jeffrey A. Sonnenfeld, Maury A. Peiperl, and John P. Kotter 


How can radically different career systems be equally effective in different 
firms? Using a four-cell typology o  areer systems, the authors describe 
the way different corporate strategies reflect the nature of executive labor 
markets. They draw on findings from a ten-year study to show how execu- 
tives sort themselves into the career systems best suited to their needs. 
This exploratory research represents the authors’ effort to establish a gen- 
eral theory of career systems focusing on the level of the firm in its chang- 
ing strategic and industry context. 


From Surface to Deep Corporate Entrepreneurship / Vijay Sathe 


Sathe reports on studies of both U.S. and European firms seeking to pro- 
mote entrepreneurship, identifying and defining both “surface” and 
“deep” entrepreneurial patterns. He offers recommendations for corporate 
entrepreneurs and their superiors for managing the three main phases in 
the entreprenurial process— perception and commitment to opportunity, 
pursuit of opportunity, and decommitment. Building off earlier work in 
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this area, he draws attention to some infrequently addressed issues such as 
the appropriate culture, deciding who should play entrepreneurial roles, 
incentives, and control. 


Human Resource Management in Action 


Selecting the Head of HR—A Round-table Discussion / John A. Byrne, 
Edward A. Emerman, David J. McLaughlin, Leonard A. Schlesinger, and 
Carole K. Barnett 


Few topics are more pressing to both short- and long-term organizational 
viabitity than succession. The Human Resource Management journal orga- 
nized a round-table discussion of David McLaughlin’s study of 49 senior 
Human Resource executives representing firms among the 200 largest in 
the U.S. How do major corporations select the head of Human Resources? 
Included are considerations of companies’ selection criteria, the required 
personal attributes, the current orientation of the top HR position, and 
what other functions are typical sources of candidates for filling the senior 
HR job. 


Leadership Development at GE’s Crotonville / James L. Noel and Ram 
Charan 


How is General Electric Company responding to the serious challenges 
facing corporate education today? The Management Development Insti- 
tute at Crotonville has revamped its four-week executive program to give 
managers a hands-on, global team experience. Building from the key con- 
cepts of action learning, Noel and Charan explain the strategy and process 
of the Business Management Course, citing some of the real benefits to 
businesses whose managers participate. 


Book Reviews 


The Dynamics of Taking Charge, by John J. Gabarro / Reviewed by 
Anil K. Gupta 


The Moral Dimension: Toward a New Economics, by Amitai Etzioni / 
Reviewed by James N. Morgan 
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